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ABSTRACT 

Five areas of research into innovation adoption in 
educational institution^ are described in this report. They ar€ a) 
identification and description of phases involved in innovation 
adoption, b) developneut of assessaent nethods for predicting an 
institution's potential for successful adoption of change, c) 
developient of aeasureoiGnt procedures for assessing and diagnosing 
both individuals and institutions with regard to iapleaentaticn of 
innovation, d) transfer of research findings to practicing agents of 
innovation adoption, and e) using the vork of practicing innovation 
adoption agents to form hypotheses for further research into the 
realities of change in educational institutions. In the context of 
these five research areas, the Concerns-Based Adoption Model (CEAH) 
is presented. CBAN treats innovation adoption as a developmental 
process organized around the concepts of collaboration linkage, 
individual use of adopted innovation, and individuals' concerns about 
their use of the adopted innovation. (HMD) 
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Innovation adoption in educational institutions is an activity that is 
often approached with little in depth calculation and anticipation of potential 
consequences. It is all too common to observe an air of casualness that is 
alarming to those scarred from extended exposure to the trench warfare of change 
Often it seems that decision makers decide to adopt one of the recently devel- 
oped complex Innovation bundles (e.g.. Individually Guided Education; Competency 
Based Teacher Education) with the casualness of changing .textbook series, which 
Is a change that should not always be taken lightly. Adoption o-f innovations 
in educational institutions is not a simple phenomena or* singular event. Adop- 
tion of educational innovations is a process that generates diverse and, in 
many cases, all together unexpected outcomes. Innovation adoption can consune 
much of the energy of the people involved and can cost a great deal in terms of 
resources, dollars, personnel productivity and not least of all TIME. 

In this paper an attempt will be made to share with CBTE program managers 
the experiences, theory and research findings of the CBAM Project staff of the 
Research and Development Center for Teacher Education. Tdnis staff has been 
actively involved In studying the CBTE program development and adoption proces- 
ses In teacher training institutions around the nation. O-ut of this work and 
experience a model of innovation adoption in educational institutions has been 
developed. Based on this model, measurement procedures atwJ principles for 
practicing adoption agents are being developed and researched. Each of these 
areas of work will be briefly explored in thi« paper. Implications for planned 
change will also be presented as food for thought for CBTE program managers. 



CBAM Project Overview 

Researching, planning for and managing innovation adaption in educational 
Institutions are the foci of the work of the Concerns-Based Adoption Model 
Project of the Research and Development Center for Teacher Education of the 
University of Texas at Austin. In this work, innovation adoption is viewed as 
a complex process rather than being a singular event. Phases to this process 
have been Identified and described and are being studied. We are hypothesizing 
that each and all individuals within an educational institution progress through 
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a series growth steps In their developing capability to demonstrate high 
quality use of an innovation. We are further hypothesizing that adoption agents 
who assess these develop lental dimensions in their clients are better able to 
select and make more personalized interventions, thereby accelerating advance- 
ment to high qu=>lity and extensive use of the innovation within the institution. 

As much as is possible, we are attempting to conduct empirically-based 
studies and at the same time develop procedures and techniques that have imme- 
diate utility for practicing adoption agents and program managers. Although 
much of the early research and development was done with institutions develop- 
ing competency-based and personalized teacher education programs, the findings 
seem to be general izable to other educational institutions and other educational 
Innovations. The research thrusts are targeted toward several fronts: 

!• Identification and description of the phases and steps entailed in 
innovation adoption in educational Institutions. 

2. Development of assessment methods for predicti ng 'user system potential 
for successful adoption of innovations. 

3. Development of measurement procedures for assessing and diagnosing the 
developmental stages and levels of individuals and the composite user 
system. 

4. Transfer to and immediate application of the research techniques and 
findings to the activities of practicing adoption agents. 

5. Using the work and experiences of practicing adoption ager+s as a 
source of hypotheses and as a heuristic for learning more about the 
real world of Innovation adoption In educational institutions. 

The remainder of this paper Is devoted to brief descriptions of each of these 
research and development activities. 

Phases In the Adoption Process 

' Hall (1973) In viewing the history of educational Institutions over an 
extended period of time has Identified what appears to be an ebb and flow to 
the Intensity of lnnovat!ve activity. Educational Institutions seem to oscil- 
late between relatively extended periods of quiet and calm and shorter periods 
of great flurry and activity. The extended periods of quiet have been labeled 
Periods of Equilibrium and the shorter highly active periods have been named 
Periods of Disequilibrium . This does not mean to ray that during periods of 
disequilibrium everything Is out of control, but rather that the user system 
as a totality and the Individuals within It are experiencing unusual events, 
problems, imbalance and Increased dynamism. However, to many of the Institu- 
tion's members a period of disequilibrium may seem like a time when things are 
out of control. In other words, the day-to-day hum of routine Is disrupted 
with the cacophony of builders with jack hammers attempting to build a new 
order to things. In most cases this building means tearing down some of the 
old detc;»rs, changes In work patterns and new challenges. These changes will 
be perceived differently by each person. 

If the Innovation adoption attempt Is completely successful. Institutions 
are hypothesized to move through six phases of Disequilibrium. These phases 
are: (I) I njectlon, the Idea of the Innovation Is Introduced to members of 
the Institution; (2) Examination, the innovation receives study, talk, visits. 
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thought, planning, reading about and committee formation; (3) Preparat ion , the 
time following commitment to try out the innovation when materials and resources 
are organized and pre-use training occurs; (4) Samp I i nq, first try-out of the 
innovation on an experimental basis by part or the total user system; (5) Spread ^ 
spread of trial use of the innovation to ell potential users within the user 
system; and (6) Institutional ization, the innovation is used as a regular way 
by all or nearly all potential users. 

As is represented in Figure I, institutions appear to oscillate between 
periods of equilibrium and periods of disequilibrium. Within any disequilibrium 
period the number of phases and the duration of each phase is dependent on a 
number of variables, such as the complexity of the innovation, existing capa- 
bility of the users to use similar innovations, the users level of use of pre- 
viously adopted innovations, the leadership style of the adoption agent(s) and 
a host of other variables. Abortion of attempted ' i nnovat ion at one or another 
phase of adoption is an all too common occurrence. 



Predicting Potential for Successful Adoption 

Manning (197:) r.as developed an experimental instrument entitled "The 
'Trouble Shooting' Checklist" (TSC) for assessing a teacher training institu- 
tion's potential for successful adoption of two innovations, instructional 
modules and a counseling technique. Personal Assessment Feedback, The TSC can 
be completed by an adoption agent during an initial visit to an institution 
that is considering adoption of an innovation. 

Based on an extensive review of the research literature and intensive inter- 
views with successful change agents and analysis of their responses to early 
forms of the TSC, Manning has developed a set of items that the adoption agent 
rates for each of the following categories: (I) organizational structure; 
(2) personality and leadership styles of organization members; (3) communica- 
tions; (4) level of usage; and (5) characteristics of students within the 
^Institutions. A series of subfactor and factor scores result that make possible 
the classification of an educational institution into one of three categories. 
The institution is classified as being either (I) an Ideal Institution for Suc- 
cessful Adoption of Innovations, (2) a Marginally Acceptable Institution for 
Successful Adoption of Innovations, or (3) being an Unacceptable Institution 
for Successful Adoption of Innovations. 

Once this classification is made, by use of the TSC manual, the program 
manager or adoption agent is provided with information about a likely sequence 
of events about adoption of the innovation in that category of institution. 
The TSC manual also includes information for the adoption agent about the skills 
that are most likely to be effective given the institution's predicted potential 
for successful innovation adoption. These guidelines for adoption agent skills 
are classified under five headings: (I) Leadership Style, (2) General Cognitive 
Skills, (3) General Communication and Interpersonal Skills, (4) Relationships 
that the Adoption Agent has with the Faculty, and (5) Relationships that the 
Adoption Agent has with the Administration. Wallace (1973) has also identified 
a set of principles for effective change agents and elaborated on these. This 
complementary set of guidelines needs to be considered in planning for innova- 
tion adoption. 
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Figure 2 is a sample of the TSC Form A for module adopting institutions. 
The subcategory is that of Organization Structure and the adoption agent is 
asked to select the eight items out of the list that most directly apply to the 
user system being considered. This procedure is then repeated for the other TSC 
categories. The items are then assigned a weight and ih2 weights are sumned 
to yield a subfactor score. In the case of Category A the items are weighted 
as fol lows: 



1) 0 5) 0 9) 2 13) 2 17) I 21) I 

2) I 6) I 10) 2 14) 2 18) 0 22) 2 

3) I 7) I 11)1 15) 2 19) 0 23) 0 

4) 2 8) 0 12) 0 16) 2 20) I 24) 0 

The subscale score range has been tentatively assigned as follows: 

Score Ranges: 0-4 = unacceptable 

5-10 = marginally acceptable 
I 1-16 = ido-l 

Research effort^ are presently underway to validate these score ranges and 
to refine the TSC. Interpretation of this date- needs to be carefully weighted 
by the CBTE program manager, however, the factors and factor scores should pro- 
vide the CBTE program manager with some added information, although tentative, 
and Insight into what the real potential capabi I it ies and inherent risks are 
In facilitating a given institution's adoption of CBTE. 



Concerns-Based Adoption Model (CBAM) 

Hall, Wallace and Dossett (1973) have developed a model to represent the 
complex process of innovation adoption in educational institutions. The model, 
the Concerns-Based Adoption Model (CBAM), is an* attempt to represent the com- 
plex Innovation adoption process by clustering the many possible variables into 
- a distilled set of dimensions and interrelationships that can be held onto for 
study. A model that is as complex as the process it is supposed to model would 
not be utilitarian for either the researcher or the practitioner. The CBAM is 
based on viewing innovation adoption as a developmental process. The CBAM 
organizes the innovation adoption process around the concepts of collaborative 
linkage, individuals use of the innovation, individuals concerns about their 
use of the innovation. Information about use and concern provide the adoption 
agent with the basis for selecting personalized intervention strategies. The 
basic dimensions of the CBAM are explored in the next few pages. 

Description of CBAM 

Collaborative Linkage 

The CBAM begins with viewing the adopting institution as a U ser System 
composed of individuals, each of whom has his own sets of concerns, problems, 
skills, agendas and needs. In combination these Individuals represent the 
Institution and its functioning. When this user system becomes involved in 
adopting an innovation, a Resource System that is expert in the use of the 



ERIC 



6 



Figure 2: TSC-A 
(for module adopting institutions) 



SECTION 



The following TSC categories and items focus on the institution's organi- 
zational structure and include characteristics of the faculty and adminis- 
tration as they relate to organizational structure. 



CHECK ONLY THE 8 ITEMS THAT MOST APPLY. 



Category A: Organization Structure 

1. The 'n^3lTlal change agent working at this institution 
appev'^rs to be incompetent, and his position lacks 
authority ar.d responsibility. 

2. There is little state-level support or leadership. 

3. The group of potential adopters seems to have some 
communication problems with the larger faculty group. 

4. There Is a smarl group of adopters which has credibility 
with a larger faculty group that gives feedback. 

5. The potential adopters that do exist have serious com- 
munication problems with the larger faculty group. 

6. The Internal change agent working at this Institution, 
although quite capable. Is not In a position of authority. 

7. It fs not yet clear how large the group of adopters will be. 

8. The Internal political structure Is such that the tenured 
faculty exerts pressure against Innovation. 

9. There Is an "Intellectual" authority figure In aodttlon 
to "line-staff" authority. 

10. Tho organization has a stable structure with fairly well-defined 
roles and established (functional) channels of communication. 

11. There js no "InteMertual" authority figure— only "line-staff" 
authority. 



Copyright, 1973, by Brad A. Manning 
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13, Tho intern,^! c^'O'^Qr^ aoof^-t wcr^^r.Q .-^t fhi', i r.%ti t.;i ;r^n i 
in .-5 position of o^/Thority anrj rc', n% i t » I ^ ^ ^ . 

i n close Qror\n\ ty . 

15. There Is 3 s^^all qroup of adopters ^ppo^riro to ^iovo fester 
and nore effectively than would large qrojp of a«1cpters, 

16. There is a small group of adopters who dearly (^c'-'cr-si r^-jio 
an ability *o effectively cornufHcate with a larqer faculty 
group in order to gain their support, 

17. There are a number of potential adopters, but none who are 
yet fully committed. 

18. Potential adopters are scattered across campus and do not 
have daily contact. 

19. There is a closed organizational structure, (All activities 
fit Into a predetermined structure.) 

20. There Is a strict, hierarchical organization. 

21. The group of adopters has not yot establi^^^ed credibility 
with a larger faculty group but clearly shows potential 
to do so. 

22. The organization structure Includes the following hierarchy 
of positions: president; provost; dean; and department 
chai rman. 

23. There are no committed adopters or potential adopters 
Identifiable. 

24. Those Individuals who have expressed Interest In the Inno- 
vation have low credlbllti^ with the rest of the faculty and 
appear to be locked into their positions. 
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the resouro Tsv:^**:^"' is -m i nrj i ✓ i du-i I ; "c*^'0^»^'es is locD^od i ns i the user 
systfjm; noro li^oiy^ ^•c*•ev^^^^ if i s o *rr-^vat orn^^n i ;?.3t j on ou* s < de "^t-'G user 
Systr9fn thgt ^cr-^s 3 M h^^qo w th fho use?" syst<y^u 

Whalover forf-* iho ros^ogfro sys^e^ fa^os, ^cr tos^ results with all ccT'ple^ 
innovatioris tho linkage should bo Q col i atcra't i ve c^e tasocJ ?^utual opennijss 
In ccmuni cat icn gnd a sharina of rosourros, i nv*>sf f^'Orit s , cutcc^os risks 
(SCO Figure 3). A ono-woy association Is not ltre«y to survive because th»j 
receivers will not sustain a cc^ni tf^'ont to a joint <iffort. The CE^%^*^ requires 
that tnvestronts be naCe ty both user end resource Systran's, and that Loth be 
able to gain frcr^t the coH aborat ion. In most instances a col iaborativQ I in^aqe 
Is established io help the user system develop a hign-cuaiity use of the inno- 
vation as Quickly and as easily as possible. 1nls '^teans that with time the 
individuals within the* user sy:^ten r?ust become as knowledgeable abcut the inno- 
vation as are the rxr^^bers of the resource systen. In addition, each indi^'idxv-l 
In his role, whether it be cs an ad*^* n i st rator , faculty fr.ofnbcr or student, must 
dOi^'^i V* the skills and finesse in using the innovation that will optimize the 
oTfects of its use. 

One premise u.idcrlying the CBAM is thav adoption agents (specialists in 
the use of the inr^ovation and effective catalysts for taclMtati.ig change) work 
with people in the user system both individually and In groups. As a result, 
the CDAM at one level focuses on assessing the temporal state of th*i individuals 
within the user syston. This assessment then allows the adoption agent to focus 
his Interventions so th.it they respond to the perceived needs of the individual 
users and also relate to their lovols of use of the innovation at that time. 
The constructs of the CBAM that make this possible are the two sots of scales: 
(I) Levels of Use of tne Innovation and (2) Stages of Concern about the Innova- 
tion. In addition, a third and more provocative set of hypotheses has to do 
with the relationship of stages of concern to levels of uso. 



'Levels of Use of the Innovation 

We contend that there are observable differences in how various individuals 
approach and use an innovation. Specifically, it is hypothesized that there are 
Identifiable, oef inable and measurable levels of uso of an Innovation that rang© 
from lack of knowing that the innovation oven exists to an active, sophisticated 
and highly effective use of it. It Is further hypothesized that growth In 
quality of use of *he innovation by most Individuals Is a developmental process. 
Normally, individuals do not Just uso an innovation for tho first timo, or even 
the second time, and use it as efficiently and as offoctlvoly as do those who 
have been Involved with the innovation th'-ough fuur or five cycles of uso. 
Advanced levels of uso are not attained merely by uso of the innovation through 
several cycles^ however. Experience Is essential but not sufficient to Insure 
that a given Individu/il will develop high ^j^wllty use of an Innovation. 

An oversimplified but helpful Illustration of tho lovol-of-uso dimension 
Is tho Innovation-adoption process a college Instructor goes through when he 
adopts a now textbook for a course ho has taught many timos. At first ho wlM 
carry tho new book around for reference much more than ho did the old text. 
In preparing class presentations and examinations ho will refer to tt much more. 
His assignments are more likely to be literal chapter assignments^ and he 
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probably will follow a straight-forward progression through the text. His use 
of the innovation is apt to be "mechanical," uneven in flow and closely related 
to the flow of the text. As this instructor prepares to teach the course a 
second tlrre using the new text, however, he is likely to select a different 
arrangement of assignmants. This time, he may assign Chapter 4 first and, 
perhaps, delete Chapter 7 while subst i ^itfng another reference he thinks will 
do a better job. In making these char .^s, he has progressed beyond a mechanical 
use of the innovation. He has gained the experience and know-how to be more 
adaptive in his approach, and he more smoothly integrates the use of the text 
Into the rest of his instructional activities. 

For research, operational definitions and scale points for the levels-of- 
use dimension of the CBAM have been developed. For purposes of illustration 
here, Table I contains sample behaviors found at each level. Two subscales are 
hypothesized for the levels-of-use dimension. One described the know I edge level 
of the user. It hypothesizes that the cognitive level or amount of information 
and degree of understanding an individual user has about the innovation is a 
developmental progression. Assessment of this set of scale p^^i r**"?. might take 
the form of a pencil-paper achievement test. The other set of scale points for 
level of use of the innovation are the action sca;e points. In the CBAM we 
hypothesize that there are observable behavioral differences in how the inno- 
vation is actually used and that advancement to the higher levels of use of the 
Innovation Is a developmental process. Assessment of the action level of use 
requires direct observation of the users while they use the innovation. 



Stages of Concern About the Innovation 

A second dimension has to do with the individual user's needs, motivations, 
problems and requests as he is becoming expert in using tth© Innovation. In a 
way that parallels Fuller's (1969) studies of concerns of teachers, individuals 
are hypothesized to have concerns that relate to their potential or actual use 
of an Innovation, A set of scale points. Stages of Concerm About the Innovation, 
-has been defined for this dimension, and it is hypothesized that this dimension 
Is also a developmental progression. That Is, when individuals first approach 
using an innovation, their concerns will be different from those they will have 
after they have used it awhile. Still higher stages of corrjr.ern will be expressed 
with subsequent cycles of using the Innovation unless one or more developmental 
processes become blocked or dormant. 

As with Fuller's theory of concerns of teachers, the CBAM hypothesizes that 
early concerns are much more self-oriented than are later concerns. Table 2 
lists Stages of Concern About the Innovation ranging from waware to renewal with 
typical expressions of concern. 

R elationship Between SoC and LoU 

It Is hypothesized that concerns are related to use amd that it Is possible 
for change agents to infer a great deal about use of the iirnovation from listen^ 
Ing to the user's concerns. This relationship is not always a simple one-to- 
one correspondence, however. Many of us, for example, have known golfers who 
"talked a good game" but whose actual play was rather far ever par. The alter- 
nate imbalance In theory Is also possible where the individual's concerns are 
very low level and he has serious doubts about his abilities when, in fact, he 
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Table I: Levels of Use and Typical Behaviors 
for Each Level of Use of the Innovation 



Level of Use 


Behavioral Indices of Level 


Non Use 


No action Is being taken to learn about new ideas 
in the area of the innovation. • 


Orientation 


The user Is seeking out Information about the 
i nnovatlon. 


Initial Training 


The user Is preparing to use the Innovation. 


Mechanical 


The user is using the Innovation In an awkward, 
poorly coordinated manner. 


1 ndependent 


The user Is doing a good job with the innovation. 


1 nteg rated 


The user is sharing with others what he Is learning 
about students from using the Innovation. 


Renew 1 ng 


The user Is seeking out more effective alterna- 
tives to his established use of the Innovation. 
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Table i: Stages of Concern and Typical Expressions 
of Concern About the Innovation 



Stage of Concern 


Expressions of Concern 


Unaware 


1 don't know anything about it (the innovation). 


Awareness 


1 have heard about the innovation, but 1 don't 
know much about it. 


Exploration 


How much of my time would use of this innovation 
take? 


Early Trial 


1 seem to be spending all my time in getting 
material ready for students. 


Limited Impact 


1 can now see how this innovation relates to 
other things 1 am doing. 


Maximum Benefit 


1 am concerned about relating the effects of 
this Innovation with what other instructors 
are doing. 


Renewa 1 


t am +r'\/ 1 nn ^ \/?iriji+ion In m\/ u^fi of thfi inncw 

1 Oni llylllUJ O vol lOII ^ II III Illy yjj w \J i ill w i 1 1 1 1 v 

vat I oh that looks like it is going to result 
In even greater effects. 
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has the potential of being outstanding. There are also instances of individuals 
who "perform over their heads," 

An illustration of these relationships using an educational innovation 
could be schools adopting open-concept classrooms. Many communities now have 
school buildings that are open concept and have reputations for having exciting, 
innovative programs. When one visits some of these schools, however, he finds 
book cases, chalk boards, easels and seating are arranged In blocks that serve 
as traditional self-contained classrooms (low use). In another school where all 
of the walls are gone, the pupils are roving aimlessly. No territories have 
been established; there is excessive confusion; and the climate feels tense. 
This is a school that is probably early in its use of open-concept classrooms 
and where the teachers have high stages of concern about sharing their leader- 
ship and responsibility for curriculum and about remaining non-authoritarian. 
But, in spite of these high concerns, their level of use of open-concept class- 
rooms *s low. They are confused and uncertain as a result of perhaps attempting 
a too ambitious beginning. 

With the CBAM it is Ir/pothesized that there is probably a middle range of 
relationship between coricerns and use where successful advancement or growth is 
possible, but if an individual's stage of concern and level of use move too far 
out of correspondence then adoption of the innovatjon is in jeopardy. Figure 4 
Is a graphic representation of this set of hypotheses with the area within the 
envelope representing the hypothesized safe-growth area, 

Extenslty 

The ultimate criterion In any innovation-adoption effort is the extent and 
quality of use by each user of the innovation within the user system. The 
level-of-use dimension of the CBAM contains a set of operationally defined scale 
points that provides behavioral indicators of the quality of use of an innova- 
tion by each individual within the user system. Innovations are adopted by user 
-systems composed of many individuals. It is important to have a record of each 
individual level of use. Also, a representation of the proportion of individuals 
within the user system that are using an innovation needs to be made. A descrip- 
tive statement that the average user in a school is at a mechanical level of 
use is not as useful as is a picture of the present level of use that each indi- 
vidual is demonstrating. An extensity profile can be constructed to accomplish 
this. All faculty, administrators and students can be observed and rated with 
respect to their levels of use of the innovation. When this information is 
plotted, the resultant graph represents the individual level of use and the 
extent of use of the innovation within the user system at the time the observa- 
tions were made. By plotting extensity profiles at regular intervals, a visual 
record can be maintained of the extent and level of use of the Innovation. When 
extensity profiles for different dates are compared, thie rate of advancement of 
innovation use or its arrest can easily be seen. Figure 5 Is an example of an 
extensity profile. 



Putting It Together 

The Concerns-Based Adoption Model in Its entirety is represented In Figure 
6. In operation, there is a collaborative linkage established between a user 
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system that fs adopting an innovation and a resource system that has expertise 
with the innovation and facilitating its adoption. In theory, linkage is 
accomplished via several communication channels that entail systematic probes 
of the user system and its personnel to assess each user's stage of concern and 
level of use about the innovation. Based on this assessment, adoption agents 
should be better able to select and employ personalized Intervention strategies. 
The selected strategies are targeted toward advancing use of the innovation 
while, at the same time, resolving the user's concerns or arousing more advanced 
concerns. Interventions that are targeted in this way are most likely to appear 
as relevant to the user's concerns and, thereby, are most likely to effect 
advancement in the level of use of the innovation. 



Adoption Strategies 

The actual implementation of CBTE can be approached using one or a combina- 
tion of several different adoption strategies. An adoption strategy is a general 
game plan or plan of action that \h designed to move a us.er system from first 
awareness of an 5 nnov?=^1 ioo to tugh level and extensive use of the innovation. 
The adoption strategy selected will greatly influence the rate of spread of use 
of the innovation, and each strategy has inhererit characteristics that can lead 
to the occurrence of certain barriers to successful adoption. 

Presently, at least eleven adoption strategies that have been employed 
extensively can be identified. These are: 

U The Boot Straps Approach. An Individual within the user system or an 
entire user system decides to develop or use a new product. Learning 
how to use it and collecting the necessary resources for using the 
innovation are carried out by the user system with no outside support 
or assistance. 

2. The Decree. An individual In a decision-making position within the 
user system announces that the innovation will begin to be used as of 
a particular time. In many cases, the decision maker is a person who 
believes In and practices rational decision-making. He assumes that 
everyone else will naturally see the obvious advantages to be gained 
by using the innovation just because it makes sense. In many cases, 
few resources and support systems are allocated to the adoption process; 
It Is assumed to be a fait accompi i with no need for any dragged-out 
development. 

5» The God-Bless-You Approach. An innovation representative or a consul- 
tant works with the user system for a few hours or as long as one or 
two days when the innovation is first adopted. He then leaves, with 
the user system left on Its own to work out ariy problems encountered 
and with the expectation that the Innovation will be used effectively. 

4* Intensive Pretraining. Individuals are Introduced to the Innovation 
through a summer workshop, inservlce training session, retreat or short 
stay at a training center and then begin using the Innovation regularly. 
In some instances, there are occasional fol lowup conferences or meetings 
during the first year of use. 
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5. Sabbatical . An individual who will use the innovation takes an extend- 
ed leave to spend time at a training center or with an institution al- 
ready using the innovation. He then can return to his own institution 
as an advocate of the innovation and facilitate its use. 

6. Super-Star Strategy. The user system imports one or more recognized 
experts as full-time members of the system. They may have been involved 
with the original development of the innovation, or may have gained 
knowledge and exposure from being with an established user system. They 
are expected to implant their skills and help the innovation become in- 
stitutionalized, and, at the same time, bring national visibility to the 
user system. 

7. Experimenta I Uni ts. A small group of individuals from within the user 
system experiments with an innovation on a trial basis. If the inno- 
vation is successful, it is implemented aser-system wide. If it fails, 
a much smaller percentage of resources are lost than would be lost in 

a blanket adoption. 

8. Blanket Adoption. The innovation is adopted for everyone across the 
user system at the same time. The training individuals receive varies 
from none to extensive and prolonged. 

9. Outside Col I aboration. The user system links with an outside resource 
system for a long-term collaborative relationship. This process allows 
the user system access to the skills, expertise and other resources of 
the resource system and allows the resource system a field basis for 
evaluating and researching innovation development. 

10. The Pennsylvania Contingent. A new group of people is added to the user 
system, through a change in administration (new superi ntendent or dean). 
The new person brings along several associates from his past who work 
together to bring about change. 

11. Good-Time Workshops. This non-adoption strategy is extensively used 
in school systems where a set number of inservice days are scheduled. 
There is no real commitment to an innovation or Its being adopted. 
Rather the goal is to entertain the teachers for the duration of the 
workshop and have them leaving reporting that it was fun. 

If the CBTE program manager consciously plans for and carefully considers the 
advantages and disadvantages of the adoption strategy selected, he wi I I be better 
able to handle problems and facilitate CBTE program development and adoption. 

Summary 

This brief survey oC the variour research and descriptive works that are 
underway in the UTR&D/CBAM Project are offered not as final solutions, but as 
some first attempts to provide program managers involved with the adoption of 
CBTE programs and other educational innovations with some hooks and handles to 
get a hold of in planning for and managing the Innovation adoption process in 
educational Institutions. Having a strong conceptual development and designing 
effective operational procedures are essential ingredients for a CBTE program. 
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However;, these conceptual ingredients only provide the user system with the 
"box." Getting the box into use, that is adopting the innovation, is an 
equally complicated and essential process. 
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